M ost occupational health nurses will change the type of work they do, the organizations in which they work, and the cities in which they live several times during their work lives. For this reason, they need to examine not only the first professions and jobs they choose, but also the series of occupations and jobs they will hold over a 40 year period.
The sequence of jobs and occupations is called a career. Hall (1976) describes a career as:
an individually perceived sequence of attitudes and behaviors associated with work related experiences and activities over the span of the person's life.
This sequence of jobs and work pursuits represents what a person does for a living. The basic assumptions underlying this definition are: • A career is seen as a lifelong series of events, rather than an evaluation of how successful persons have been in their work life. • Career success is subjective and based on personal judgment as opposed to peer opinion. • A career is a series of work events made up of the things the individual feels and does over time. • A career is best viewed as a process of work related experiences. A career goes through various stages: "different points of work responsibility and achievement through which people pass during the course of their work lives" (Schermerhorn, 1991) . Schermerhorn (1991) has labeled the stages as career entry, career advancement, career maintenance, and career withdrawal, and links these stages to employee performance and age (Figure) .
In the career entry or exploration (Hall, 1976) stage, the individual tries to match individual need, abilities, ABOUT THE AUTHORS: Ms. Dyck is Occupational Health Advisor, and Ms. Walker is Senior Coordinator, Petro-Canada, Calgary, Alberta. and skills with organizational requirements. It is that early period when the person tries to answer the question, "Is this job for me?"
The career advancement stage is characterized by a steep learning curve. The person begins to better understand the work environment and organizational demands, and strives to establish personal worth within the organization. It is a period of growth and acceptance of responsibility.
In the career maintenance stage, the individual becomes entrenched in the job. Usually, the person has strong identity ties with the organization and job, is financially bound to the position, and is unlikely to leave. It is during this stage that Hall (1976) pointed out a tendency to adopt one of three avenues: continued growth within the organization; career plateauing; or career stagnation. During this stage the greatest managerial challenge is to keep the employee stimulated and productive. Failure to do so ends in wasted employee time and energy.
The final stage is career withdrawal. Traditionally, this was associated with retirement. Now, formal retirement tends to occur earlier and at a point when some individuals are unready. As a result, they continue to advance their careers informally through self employment, consulting, or re-employment with another organization.
CAREER PLATEAUING
Every career ultimately reaches some sort of plateau-a position from which one is unlikely to advance to a higher level of responsibility in their career (Schermerhorn, 1991; Steers, 1984) . The lack of career growth can occur because of personal choice, limited ability, or lack of opportunity. Today, due to both economic and demographic factors, many persons are reaching a plateau at a relatively early stage in their careers.
When an individual hits a career plateau, there is always the danger that they will lack motivation and become apathetic. They may perform poorly, become bitter, blame the organization for their situation, and export their bitterness to fellow employees. As a result, general employee morale and performance may suffer. Managing the "plateaued" employee effectively can be an important contribution to the organization. Employees can be sal- vaged if the organization gives a message to the individual that they are a valued employee and that what they have to offer is important (Moses, 1989) .
CAREER ANCHORS
Since World War II, people have come to expect more from their jobs than a pay check. Among the expectations are a challenging and rewarding career, the ability to grow on the job, an opportunity to satisfy personal needs, advancement, and the chance to influence business decisions and plans. Schein (1975) termed the aspects of work that people value or need for fulfillment as career anchors. They include: • Managerial competence--opportunities to manage. • Technical/functional competence--opportunities to use various technical abilities and special competencies. • Security-motivation is a need for job security or stability. • Creativity-motivation is a need to create or build. • Autonomy and independence--opportunities to work independently, without organizational constraints (Stone, 1992) . Career planning and development activities allow employees to grow in any of these desired directions.
CAREER PLANNING AND DEVELOPMENT
With the entry of "baby boomers" into management positions, increased occurrence of corporate downsizings, and decreased opportunities for promotion, fewer and fewer career spots are available (Stone, 1992) . To prevent employees from moving on, managers and human resource professionals are challenged to redefine the philosophy, mechanics, and management of career growth (Goddard, 1990) .
The act of putting the "humanism" back into human resources is vitally important. By directing employees in a way that helps them realize their personal career goals, satisfy their personal needs, and be valuable assets to the corporation, managers and human resource professionals can facilitate employee retention and reduce one source of employee dissatisfaction (Stone, 1992) .
Career development is the process through which individual employees, with the help of their managers, match up their skills, interests, and goals with the opportunities available to them and develop plans for achieving their goals (Moses, 1989) . This process should be employee initiated and management supported. Schermerhorn (1991) defined career planning as an organization's development intervention that creates opportunities for employees to achieve long term congruence between their individual goals and organizational career opportunities. The steps involved in career planning are: assessing 'personal strengths and weaknesses; analyzing opportunities; selecting career objectives; selecting and implementing the plan; and evaluating the results and revising the plan as necessary (Schermerhorn, 1991) .
Employees and managers benefit from career development. For employees the process provides:
• Increased ability to link personal career ambitions with organizational opportunities. • A mechanism for dealing with concerns about career plateauing. • Emphasis on attaining transferable work skills versus focusing on job titles. • Assistance in making informed career decisions and developing realistic career goals. • Open communications with managers about career plans. • A mechanism for getting feedback and improving weak areas of performance. • A means of communicating training and development requirements to the organization, and of obtaining the required support (Moses, 1989) . The managerial benefits are: • Improved communication with employees about career plans. • Stimulation of employee enthusiasm and job motivation. • A means for addressing performance problems. • A technique for the discovery and use of employee skills, interests, and strengths (Moses, 1989) . Through career development, an organization benefits from enhanced productivity; increased information about employee skills, experience, and interests; more productive use of human resources; more realistic employee career goals; an image to employees that the company cares; and better employee adaptation to organizational change (Moses, 1989) .
CAREER PLANNING CONCEPTS
Three approaches to career planning are discussed. The last one, career streaming, is used to demonstrate a potential model for occupational health nurses.
Career Ladder
This is the traditional way of advancing within an organization. The employee enters the company, achieves the necessary skills, and automatically progresses up the corporate ladder. It exemplifies the career path as outlined by Hall (1977) , Steers (1984) , and Schermerhorn (1991) in their Career Stages Model. This techniques is popular with unions and tradespeople. Hospitals find it advantageous, because the process ensures selective socialization of the work force; that is, it maximizes the probability that supervisors and managers will be individuals whose personality, skills, and knowledge fit the institutional character (Gilles, 1989) . Promotion from within also increases employee motivation at lower levels, as they see that hard work can lead to job advancement. It is a predictable mode of advancement, but can be quite rigid in its patterning and scope.
The major problem with this technique is that individuals can be promoted beyond their capabilities. Known as "The Peter Principle" (Peter, 1969) , it often proves dysfunctional for the company and the work group and disastrous for the individual. Jacques (1961) theorized that individuals have an accurate, unconscious awareness of the level of work they are capable of doing, APRIL 1996, VOL. 44, NO.4 Career modeling can ensure that candidates with the right skills are available to meet future organizational requirements.
the amount and quality of work produced, and what should be equitable payment for that work. When individuals are promoted beyond their capabilities, their psychological equilibrium becomes jeopardized. The employee feels guilty and tends to behave defensively with coworkers. Ultimately, the work-pay inequity leads to feelings of insecurity and dissatisfaction.
In addition, career ladders tend to be narrow, providing few opportunities for advancement. This can lead to job turnover by the more ambitious and assertive employees. Those employees who remain tend to feel thwarted and frustrated at being unable to attain their career goals. The usual outcome is reduced organizational effectiveness.
Career Modeling
Career modeling is the development of a framework for attaining various positions in the organization. It involves the assessment of the employee's current position and skills needed for that position as compared to other positions within the organization and their skill requirements.
This type of career planning is done at an organizationallevel and is a management tool designed for individual career counseling. It is used to clarify the rationale for employee development, to spell out expectations involving career growth, to assess training needs, and to establish the expectations for skill development. It communicates the opportunities for career growth within the organization and management's commitment to develop both broadly skilled managers and technical specialists.
Work force planning and succession planning can be achieved. Career modeling can ensure that candidates with the right skills are available to meet future organizational requirements. Also, clarifying job and skill requirements makes recruiting and employee selection easier.
The major problem with career modeling is that it still depends on upward movement to satisfy individual career aspirations. Unfortunately, with flatter organizational structures and fewer opportunities for upward advancement, new ways to keep employees interested in their jobs need to be discovered (Goddard, 1990) .
Companies are beginning to address this career development issue in various ways. Some are using parallel career tracks, job rotation, job enrichment, or lateral and downward moves. An alternate approach is career streaming.
Career Streaming
Organizations can provide career development for employees within a defined professional field. The chal-
Employees can optimize their contribution to the company if they have a balance of specialist, relationship, and business skills.
lenge is to provide a range of levels with defined skills for each level. As employees progress through the "stream," they attain certain skills, and through experience and new growth opportunities, add to their "skill bank" and scope of operation.
A large Canadian petro-chemical company developed one such model for occupational health services staff. In this model, for example, the entry level health advisor (occupational health nurse) learns crisis counseling skills to be used with individual employees. The health advisor II, having acquired individual counseling skills, is then exposed to group crisis counseling (such as critical incident stress debriefing). The leadership professional, on the other hand, deals with crisis planning at a corporate level as well as debriefing in a multi-workgroup situation. In summary, as one progresses through the "stream," one's skill sets increase along with the scope of accountability and responsibility.
CAREER STREAMING APPLICATION
This Career Stream Model was designed to provide an opportunity for professional and career growth within the specialized area of occupational health, benefiting both the employee and the organization.
The objectives of the model are to: • Provide a career path within the specialized area of health services. • Facilitate employee development by identifying key technical and core management/business skills required in each stage of the career stream. • Provide definitions for the key technical, business, and relationship skills. • Provide direction for supervisors and employees to plan skill development. • Assure senior management that occupational health services professional development is receiving due attention.
Career Stream Principles
Career stream opportunities are governed by experience, academic qualifications, demonstrated level of performance, skill development, and employee aspirations, along with the business needs and opportunities within the company. Employees can optimize their contribution to the company if they have a balance of specialist, relationship, and business skills (See Table) .
The technical/specialist skills are unique skills, or combinations of skills, required in each stage. The advisor I is expected to enter the company with 2 to 3 years supervisory and/or management experience. The core managementlbusiness skills specific to the company are learned through progressive training and work experience. Health professionals bring highly developed communication, interviewing, and teaching skills for working with individual clients to the job. New skills are group/team relationship skills.
Not all employees need to progress within their career stream to achieve job satisfaction, and not all have the same career aspirations. This is normal and expected. Also, one must recognize that all employees will eventually reach their ultimate career level as determined by their skills and abilities and the overall needs of the company.
The occupational health advisors demonstrate specific skills before they can move to a higher level. Determining achievement of skills remains with supervisors and managers. Progression is not automatic: if skills are developed but are not required by the organization there is no recognition in pay. However, job satisfaction likely will increase because of the contribution to the business.
Developmental Stages
The Career Stream Model has four developmental stages. Descriptions of each developmental stage with a matrix chart to identify the applied skills at each stage is provided in the Table. Skills acquired during an earlier stage are built on in subsequent stage experiences. In several instances, the scope of the skill changes are indicated. 1. Advisor Health Services I-This is the usual entry level for occupational health services professionals. New entrants must have an appropriate combination of education, occupational health experience (5 to 7 years), and basic supervisory skills. The primary purpose of this function is to manage the daily operations of a specific health center. Development of new specialists skills, cross functional relationships, and understanding of the company's business is expected to require at least 2 to 3 years in this position. 2. Advisor Health Services II-The role of the professional at this second stage of development is to influence the business of a particular operation by regularly bringing health perspectives to management, union, and employee business. Strategic occupational health plans are tailored to meet operational requirements, introduced to all parties, and monitored with the effects analyzed and reported. Local issues are worked cooperatively with other functions and management groups through task forces, special projects, and regular contributions to joint worksite health and safety committees. The daily operational needs of occupational health services are maintained, but balanced with operational influence. This influence, which focuses primarily on health, human factors, and loss control, is not always popular with management, unions, or employee groups. However, if effective, this unique perspective influences the way business is carried out in an operational setting. 3. Senior Professional-The role of the professional at this third stage is to influence more than one major business unit by regularly bringing the health, human factors, and loss control perspectives to this level of decision making and key business operations. The position provides little day to day, hands on, technical health service. Rather, the responsibilities extend to the environmental health perspectives by assisting the organization to address public inquiries and concerns related to health. The position takes the strategic direction plan and applies it differently in business units to achieve the same goals. The professional is expected to identify strategic issues, make recommendations, and participate in developing a corporate approach. They use process and consulting facilitation, together with team skills, to achieve the desired outcomes. 4. Leadership-The primary purpose of this fourth stage is to develop and ensure strategic direction for occupational health services for the organization; to develop APRIL 1996, VOL. 44, NO.4 standards, policies, and audits; to manage issues at the senior management levels, and with national unions, government, and community groups; and to provide general direction and monitor other positions on health and human factors issues. This position plans cooperatively with other business groups to best serve the strategic and organizational business plan, paying particular attention to health, environment, human factors, loss control, "due diligence," and functional issues.
CONCLUSION
Although the Career Streaming Model is in a developmental stage, the company envisions it as a method to recruit, develop, and retain occupational health nurses while providing highly competent professionals to meet dynamic business needs. II e.
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IN SUMMARY
Career Streaming
A Model of Career Development. Dyck, D., Walker, M. AAOHN lournal1996; 44(4) :177-182.
A career is an individually perceived sequence of attitudes and behaviors associated with work related experiences and activities over the span of the person's life.
Every career ultimatelyreaches some sort of a plateau-a positionfrom which someone is unlikely to advance to a higher level of responsibility in their career. The danger is they will become unmotivated and apathetic.
One method proposed for keeping employees challenged and interested is career streaming-a model of career development for employees within a defined professional field. The challenge is to provide a range of levels with defined skills for each level. The model developed for an occupational health service is provided as an example.
